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PREFACE 


The interrelationships of the eight divisions of "nited Community 


Services is the subject of the following paper. The writer has 
sought to explore and observe the coordination, both practical 
and theoretical, of the eight divisions by means of conferences 
with each Division Director and through the reading of Division 
minutes and reports, as well as by the observation of various 
divisional processes. 


Fach report of a conference with a Division Director has been 
approved by. the Director involved. The fullest cooperation of 
all the Division Directors was experienced during the inter- 
views and in subsequent relationships. Also, each Mivision 
Director, the Comptroller and the several division and depart- 
ment staffs, as well as the Divisional Sormittees, were mat 
generous in giving their time and helpful counsel to the writer 
during the training period. The experiences of the writer 
during the past eleven months have reflected the sincerity and 
devotion of the persons in UCS to the task of "helping people" 
anronah better community services. 


With respectful arett hain to Wr. Harry “. Carey, Executive 
Director, and Mre 0. Raymond Chase, Associate Director, for 
the opportunity and privilege of being associated with Ucs in 
training, the writer, herewith, submits this paper to the 
Fxecutive Staff of United Commnity Services of “etropolitan 
Boston. 
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SUMMARY: 

In June, 1951, Mr. C. Raymond Chase, Associate Director, United 
Community Services of Metropolitan Poston, wrote the following state- 
ments in reference to the tern project which he assigned to the writer 
during his training period at UJ. C. Se: 

"The project for this term is as follows: To observe, study 

and make recormendations as to the inter-relationships between 

the various divisions of 1. C. 5S. 

"Our organizational structure now provides for eizht divisions 

together with a Business Operations Department. Under our or 

ganizational structure, it is highly necessary that constant 

and easy relationships are possible between the various U.¢.5. 

Divisions. The degree to which we are successful in keeping 

such lines of communication functioninz, determines whether or 

not we mold U.C.S. into a competent team of workers or whether 
_we drift into rather separate compartments with relations, 

both as far as committees and staff are concerned, formalized, 

and therefore occurring, probably, only when points of conflict 

arise. 
“fhis special project will provide a means for studying this 
problem, observing present practice and recommending the ways 

to improve the situation. A report on this matter with recommen- 


dations will be required at the completion of the training 
period.” 


The study has its basis in a series of conferences with the eicht Mvi- 
sion Directors. Fach of the Directors was asked to answer five standard 
questions which were concerned with Division inter-relationships and coor~ 
dination as well as the functions of each Division itself. uring my 
association with the several )ivisions I audited Divisional Committee 
teetinzs, group budget hearings, and other corrittee and council meetincs. 
Also, I surveyed various minutes and reports of the Divisions, circulated 
during the past year. 

Certainly, the organization of U.C.S. into eight Divisions is the most 
practical method of handling the many and varied problems which confront a 
Chest-Council operation of such magnitude. But, even this operation, 
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successful as it is, contains curtain pitfalls in its own organization 
because of the necessity for a "division of lsbor." | 

Fash Division is an entity = an operating part of U.C.5. Fach has 
its own internal organization and functions. The pressure of "business" 
tends to isolate each Division from the others and, also, the locations 
of the Divisions in the building adds to the problem of coordinating their 
efforts and maintaining constant relationships. The only recular oppor- 
tunity for inter-relationships between Divisions comes during the weekly 
Executive Staff meetings. 

Of course, staff specialization in particular phases of chest-council 
work, cannot help but foster an independence of function in U.C.S. "ow is 
it possible to counter the effects of specialisation? One Nirector noted 
that it would be a sheer waste of time and effort to attempt to keep all 
of the staff members informed about the various projects and activities 
carried on by every Division. He stated further that the fxecutive Staff 
meetings provide the best possible means by which Division inter-relationships 
are Gatabiished ‘and ~~ EE Most of the Directors actively sustained the 
latter idea and some suggested that the Interim Sormittee (Division Chairmen) 
should meet more regularly and, occasionally, include in their meetings the 
Division Directors. Such meetings would help to intensify Division inter- 
relationships that already exist. They would serve as a springboard for 
more comprehensive participation in U.C.S, activities by all of the members 
of each Division. 

In addition, it has been suggested that the Divisions should hold joint 
meetings on oceasion. Such meetings would have the purpose of acquaintine 
Divisional Committee members with matters which need the attention of more 


than one Divisional Committee. Also, joint Divisional Committee meetings, 
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under the chairmanship of the President of J.°.S., would promote greater 
freedom in Division inter-relationships and serve to widen the scope of 
understanding among Division Committee members of the need for a well- 

rounded effort in community planning, funderaising and public relations. 

The nurture of particular theories and the prono tion of certain plans 
in the several Divisions take place, in sone instances, rithout the 
knowledge of other Divisions which might be involved eventually. The whole 
queatien of priority in improving health and welfare conditions in the 
community, necessitates that all of the Divisions of .C.5,. be aware of 
any new plans or theories being developed. The understanding and coor 
dination of U.C.S. Divisions on certain mttors is essential to the success 
of U.0.8. operations in renal. IT have observed committee process that has 
Seemingly reflected a lack of understanding on the committee's part of the 
significance of its natin ties in connection with the ,°0.5. program as a 
rie. | 

Since the Survey the major problems facing U.C.5. have been "blue~ 
| printed" in advance. That is, it has been possible to bring about coor- 
dination between Divisions long before some of the problems were to be 
considered. In the future many problems will come to J.°.5. without fore- 
warning, thus, it will be necessary for the Divisions to have a more active 
awareness of the need for inter—Division coordination. 

A Division of U.C.%, cannot be autonomous. It must make every effort 
to include other Divisions in its program of commmity service and commnity 
organization. Greater specialization of fimction within a Division can be 
made valuable for the whole effort of U.C.S. only by increased efforts on 
the part of each Division in promoting closer relationships with other 
Divisions. 
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The fundmental plan for ceiaad.ontien between Divisions is found in 
the reguler exchange of minutes and. reports. All of the Division Direc- 
tors. read the. reports and: winutes: and keep ther, on file, Ongasionally, 
there is interchange of comments and questions on the basis of the minutes 
and reports. The Buagetins, and MLoeatine Division places. considerable 
emphasis on its minates as a means of rotatying other Divisions of its 
ashivation, and. requests for. cooperation on certain aatters. 

reshape wes of the most ‘common Srunkeoune in ‘Division inter-relationships 
oceurs in the, Jack of proper ‘Adenta fication, of. the function of one Division by 
another. Already. one. * proplen, An. ‘this. regard has. been attacked (see Appendix A) 
and omen MAPA achieved, In heaeaanes 15UP, @ paper entitled "Responsi- 
bilities and | Duties. of U tc a Divisions? was s circulabede ot would seem that 
such 2 paper,. with rovisions, should be. provht out, once “pore. Its circulation 
should be widespread. pt) Divisional ‘Comenees should discuss its contents 
with particular eaphasis being laced on the functions of those Divisions 
with which there 13a a. ‘record ‘of, sininum. or. poor, relationships. 

These ‘euoervations and suggestions come from a person - a student - 
who has “looked in on" the several J.C.S. Divisions almost cursorily, it 
might seem. Criticism is sometimes made easily - especially, when one is 
not directly involved in the processes criticized. I do not presume that 
these comments and observations are wholly valid, but I hope that they will 


stimlate questions and discussion which will benefit J.C.5. and its operation. 
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QUESTIONS 


The Coordination of a UCS Division with the other Divisions of ICs 


1. Is your division coordinated continually with other 
UCS divisions or does coordination come only when there 
are problems to be solved or projects to be completed? 


2. Judging from the use made of your division by the 
other divisions does such use reflect an understanding 
of the primary purpose of your division? 


3- Do you receive, read and keep a file of the other 
division reports? To you ever have questions, comments 
or criticism directed to you from other divisions as a 
result of your division minutes or reports? 


he Do you feel that your division could be doing mre 
than it is doing at the present time? Tf so, how? 
With the present limited staff and resources how do 
you control the work load in your division? Are you 
able to go beyond current problems and find time to 

do long-range activities? 


S. What means beside that of executive staff meetings 
and circulation of minutes and reports would promote 
more coordination among the various divisions of UcS, 
ie@e, meetings of division chairmen to discuss procedure, 
etc. | 
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THE AREA DIVISTON We Duncan Russell 


le The division is coordinated continually with the Fund Raising, Public 
Relations, and Sudget Divisions. [here is no continuous liaison between 
the Area Division and the other divisions other than on the executive level, 
but when there is need for coordination it is accomplished readily. "When 
Planning problems are taken up by local member chests and councils, the 
Area Division staff always relates them to the appropriate functional divi- 
sions. Metropolitan-wide planning in the functional divisions is usually 
related directly to the local agencies rather than through the Area Division 
or through local member chests and councils." 


2. “The functional divisions of UOS seem to recognig the Area Division as the 


division to which they may refer problems in their respective fields which 
might complicate UCS relationships with local communities." 

"Since the Area Division is not, itself, fully aware of the points at 
which its work meshes with that of the other divisions of UCS it is natural 
that they are not yet clear in their relation to it. 

| The Fund Raising Division is sometimes inclined to think of the Area 
Division staff as campaign staff only rather than as JCS representatives 
protecting a precarious year ‘round relationship with forty-seven Yetro~- 


politan communities in all of its aspects."> 


3. Other division reports and minutes are received, read, and filed. 


Oceasionally there are coments on reports received and reports circulated. 


he The Area Division could be doing more in developing a closer relationship 


with the “Metropolitan chests and councils and their agencies. “he purpose 


1. W. Duncan Russell, Area Division Director 
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would be to stimulate greater activity in improving local services and arousing 
more interest in and support of Metropolitan-wide plenniag sponsored by JCS. 
Even though the staff is limited, there is contimual refinement of pro- 
cedures due to the accumulation of knowledge and experience. 
Qn the professional level, the work load is distributed ceographically. 
The Director has responsibility for common policies and procedures, is con- 
sultant to the staff on all their problems and is their intermediary with 
the other Divisions, ete. He also trains new personnel and serves as the 


executive secretary for two ceographical areas. 


Se Wore frequent meetings of the Division Chairmen might serve to stimlate 
more coordination of the divisions with one another. 
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BUDGETING AND ALLOCATING DIVISION : Reynold F. Luhn 


1. The Division is continuously related and coordinated with the other divisions 

of UCS. This coordination has its roots in the interchange of information, questions, 
and counsel between the Division and the other divisions. The Division is used 
continually as a source of information about agencies and much time is spent in 
attempting to insure elimination of any misconception which may be entertained with 
reference to Agency members of UCS. The coordination of the Division with the 


other divisions is of the utmost importance in promoting good UCS-Agency relations. 


2... In some instances there is misunderstanding of one of the primary purposes 

of the Community Chest function of UCS which is financial support of agencies, 
as such, not fields of service. The Agency members of UCS must be regarded as 
having a right to a fair consideration of their budget needs. This means that 
the allocation of funds to agencies should be considered by means of the dem- 
eratic method of mutual agreement between the Sudgeting Committee and the agency. 
Overall field of service planning in budgeting, the importance of which is recog-= 
nized, does not call for callous handling of agency alent requests in the troup 


Budget Committees. The power of the dollar should not be used to force issues. 


3. Reports and minutes from the other divisions are received, read and kept on file. 
Comments and questions are directed to the other divis‘ons ac a result of their 
minutes and reports. Often, the Division directs questions to the other divisions 


by means of its ow reports and minutes. 


h. The Division operating as a Budget Department could be doing more than it is 
doing at the present time. It could become more of an "agency assistance depart~ 
ment" by means of thorough analyses of agency monthly and yearly budget reports. 


This project wuld necessitate considerable research assistance. The results 


would be a greater understanding of agency plans, needs, practices and problems 
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106. 


BUDGETING AND ALLOGATING DIVISION 


by the Budget Division and the planning divisions of UCS and intensified 
divisional coordination on the basis of more complete knowledge of JCS 
pinber ‘ageest eS. | 

Long-range planning for better budget processes is being done with the 
current emphasis on the plans for functional budgeting, iee., agency budget 


reviews according to fields of service. 


5. Meetings of the Chairmen of all of the Divisions of CS at regular inter- 
vals eee promote snectay upoulination. 

Also, closer cooperation between the Budgeting Division and the planning 
divisions on budget reviews would aid in bringing these divisions to a better 
understanding of the Agency menbers of JCS. The planning divisions! members 
should audit budget conferences in all the fields of service. Such 4 program 
of observation and education would promte closer coordination between the 
Division and the planning divisions both in intra-CS relations and CS-Agency 
relations. | ¥ | . 

It would promote better interedivisionsl coordination to have the purposes 
of the Several UCS Divisions explicitly defined, and also, to have the JCS-Azency 


relationship stated with regard to mutual responsibilities. 
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F FUND RATSTNG DIVISTON Fimer K. Pilsbury 


y 


le There is no continuous liaison between the Fund Raising Mvision and the 
other divisions of UCS, although the Division Chairman maintains a written 
relationship with the three planning division chairmen on agency requests 
for permission to engage in capital funds campaigns. Also, infrequent reet- 
ings of all Division Chairmen are held. 

On the staff level there is good Division coordination and cooperation. 


2. There seems to be no misunderstanding on the part of the other UCs 
Divisions of the functions of the Fund Raising Divisional Committee and 
staff. 


3. Winutes and reports from the other divisions are received, read and kept 
on file. Some questions are raised as a result of the minutes and reports 
received by the Fund Raising Division. (Note: Some Division minutes and 
reports are lengthy; they might be re concise and pithy.) 


he Usually the solution of one or more core problems is undertaken every two 
years. In some instances, a project may carry over for two or more years 


before it is resolved satisfactorily, ieee, the Fair Share Plan. 


S. "There is an urgent need for overeall divisional thinking with respect 
to the discrepancy between money raised and stated agency minimum require- 
ments. Fither the citizens of this cormmnity must give ever so mich more 
generously or the agencies must adjust themselves to present available funds. 
The wide discrepancy between 'Goal' and ‘Amount Raised! does not appear to 
induce materially increased giving. Weither does any of the presently known 
methods of campaigning. Unless a crisis develops, either local or national, 
radically increased funds do not appear to be enektehiies, Mach thought and 
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TALS AND MEDICAL GaRF DIVISTOW 


s On the executive level the “ealth Division is coordinated well with 

the other divisions of UCS. The weekly executive staff meet ngs promote 
adequate inter—divisional Ftc mtton tng An ae Sha ll of this procedure to 
{nelude the entire professional staff would mean an unnecessary eben 8 
NS Ge BE Breede dia Br the ‘sotivitios of the 108 Divisions is the 
responsibility of the Division Directors. The additional time and enerzy 
Ey by the staff of Ucs in becoming soquainted with all of the current 
operations of ues, maltitudinous as they are, would not equal the values 
realized from such an acquaintance. 


2. Good referral procedure is ‘katate Gy ath of the Divisions to the 
Mealth Division. When problems related to the Mealth Division are recognized 
Gane Ae CoE Ps eee aas Fhe Posies Division is conmulted. the for 
exceptions are resolved in staff conferences. The cmmaptiote occur when 
procedures in the eealides af problems related to health are thoucht to be 
standardized and are treated apart from any reference to the Yealth Division. 
The exceptions are of minor importance, but it should be standard operating 
procedure that all problems related to health es referred to the ‘ealth 
Division. | 3 ¢ ™ 


3. A file is kept of all Division minutes and reports received by the 
Health Division. These minutes and reports sometimes bring forth coments 
and questions from the Nealth Division even as the minutes and reports of 
the Health Division cause comment and question from other UCS Divisions. 

Joint committees are formed, in some instances, as a result of the 
reading and discussion of Division reports. 
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HEALTH, HOSPITALS AND MEDICAL CARE DIVISION 


_ he The Health Division could not do more than it is doing at the present 
. time because with the current work load the staff is overtaxed. 


The Division should be stimilating planning and action on vital health 
problems that demand the attention of the health and welfare experts in the 
Greater Boston area. It is not possible to reassign the work load to include 


the consideration of the several vital problems at the same time. It is 


planned, however, to focus the attention on one major project yearly, over and 


above the regular work. 


=e More regular meetings of the Interim Gomnittee would help to promote 


greater understanding among the UCS Divisions - if these meetings included 


the Division Directors. 


The planning efforts of the professional staff should be tempered with 
_ the attitudes and reactions of the policy makers at the earliest stages of 


_ Planning. Also, the effort and time spent in plaming for the Greater Boston 
community would not be wasted if the professional and lay viewpoints were 


assessed as tio. their compatibility at the earliest possible staze of planning. 
Furthermore, regular joint meetings of the Division Directors and the Division 
Chairman would bring to the policy makers the technical assistance of the 


_ UCs staff members when it is needed, 
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THE PUBLIC RELATIONS DIVISION Phillip T. Yopkins 


‘. The Division is coordinated continually with the other divisions of CS. 
This se aaa is saeeneertly & eeitealien voces because the staff of the 
division regularly seeks 4nformation for use in the division's program of 
acquai nting the re with UCS, the Greater foston agencies, and the health 
and welfare condi tions of the ponlinnee The Division makes every effort to 
be a cooperative a of the UCS organization. 

The Pund-Raf sine Division aml the Area Division are very closely related 
to the Pensa Relations Division. The other Divisions seek counsel from the 
Public ReLations Division in certain instances, but they aren't as closely 


related to the Public Relations Division as they could be. 


2. The use of the Public Relations Division by the other Divisions of 5S 
reflects an understanding that is sound, but there is some lacking of complete 
‘awareness of the meaning of public relations. Other divisions have public 
relations responsibilities which ean be more fully understood by them if there 
is close contact with the Public tations Division on all autores that seem 
to have some public relations value. : 

In conjunction with the need for a united front on public relations 
within the staff organization of 00S, the lay members of the divisions must 
come to caleatial more fully the value of the functions of their various 


divisions in serving as good public relations material. 


; Be The Division Director receives, reads,circulates and keeps a file of 
reports from all divisions. These reports are used extensively as leads on stories, 


bulletin material, annual reports, and other forms of public relations activity. 


he Partial reassignment of the Public Relations Division staff is being 


‘accomplished at the present time. Eventually there will >be two distinct 


1. See Appendix B 
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THE PUBLIC RELATTONS DIVISTON 


sections within the staff organization. One section will be responsible for 
the year ‘round public relations program while the other section will concern 
itself with the campaizn publicity and public relations program. Staff with 
specialties will be used on both assignments. 

Additional budget funds are needed to put into effect a program of 
education in the schools. Tt is planned that this program will utilize the 
medium of television which will be a part of school facilities, as well as other 
devices, soon. The health and welfare educational program for children would 
help to complete the public relations effort which was given such a boost with 
the inauguration of the Program Service. | 

rhe staff members of the division are capable of carrying on the Public 
Relations Division's nasixsthons The main concern is "to do the things we are 


trying to do well, rather than doing a great many things moderately well." 


S. The Division Chairmen forming the Interim Conmittee should meet more often 
with the purpose of achieving more coordination through more understanding of the 
aims and activities of each of the UCS Divisions. 


The Executive Staff meetincs are valuable. There is need, however, for the 


executives to be more at liberty to observe the place their respective divisions 


hold in the total UCS operation. The Executive, even as the Division Tha’ rvan, 
becomes so enmeshed in the details and program of his own division he has little 
time, if any, to “step back” for a view of the other divisions and the relation- 
ship of the work of his division to the wrk done in '0S as a whole. 


1. Phillip T. Hopkins, Public Relations Director 
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17. 
RECREATION, INFORMAL EDUGATTON AND GROUP WORK DIVTSTONW Robert F. Rutherford 


1. "The coordination of the Recreation Division with the other divisions of 


UGS is more likely to be on a project basis than on a continuing basis." 


Division participation in joint committees furnishes the greatest opportuni ty 
for coordination with the other divisions. During the budget "season" there is 
continuous liaison with the Budgeting and Allocating Division. "There is no 
special machinery and no special activity aimed at Divisional coordination 
except in the exchange of minutes and reports and the executive staff weatites.** 


2. Frequently there is misunderstanding by the divisions of U0S of the Melds 


of service of the Recreation Mivision. These misunderstandings come to lizht as 


| a result of errors in referrals to the Recreation Division. 

Some members of the divisional staff of the UCS organization fail to plan 
adequately for the notification of the Recreation Division in certain instances 
when the Director is needed as ‘an active consultant. Prior constderation for the 

7 schedule of the person sought for advisory or other purposes should be a primary 
| goncern of each person seeking assistance. 

The relationship of the Recreation Division to the Yetropolitan agencies, 
nominally in the general field of the Division's interest, is tenuous, The 
relationship does not pose a clear cut problem and it will need constant 

Clarification by the Area and Recreation Divisions in order that it may be 
_ Successfully resolved. The Recreation Division feels that at this point there 


is improper use made of its resources. 


3. wWinutes and reports are received, read and kept on file by the Division 
Director, Ovcasionally, there are comments and questions directed to the 
“other divisions on the basts of their reports. Wo record is Kept of these 


1. Robert F. Rutherford, Recreation Division Director 
“2. Op. cite 


Vi 


brotvedtus .1 dxedon OTATVT! WHO ¢ 


Ye anatetvih wmdvo add sit ty motatvAd aqhteanoat ert Yo 400) 
fn einad.gntuntinos « 0 nadd wtaad-dookerq«. moe of ' 
cf inwaeqqe Jeedsor of? eode tot eeeddhenoe dntot mt.noh 

at orertt "roases” coybad oft gatwl . -aeaiatails ete 
on of exer stotetvid gattievolls baa gattepbut add dit 
nottenthreoo fenotatwid da benka xéivites fatveqs on bas 
®n eunittoon tate eviswooxe edt bne.atrecet bra, wiyany : 


abfelt off t6 200 % enctatves ond vw patina , 

an difpit od omon dontbxetenoheuole ovet? .notely 

wrotnivit mottseroet até ot 7 ars @ To é 

nsfi; of Lint notésainayeo Bow odd te Mage {agoattb ait i od Bes 

avonatent nisdros at notetvit noises atte “edd "90 

or'? 102 neliwtebtencs solv? duet foanon vives ms eres s * 

crening a ad blyote mance sarite 20 ywelvhs 10% dripwon copged 9 sands 

eestonegs ned ffoqotte’ acti ot moimtvat, nobtawspen, and Be 
on? .asoutod of ,seorotnl atnotetvit ost, Lo biekt Lenogo 

tnatapos been Claw ot bes Cure sen tanteo anen Ss a = : 

od yor Jt dadé weht0 of snotebves notiseyve! bes ewshadé ¥ 

ones teteq atid ga Jarit efowt aotatyal, woktoowed, edt» Oa 


Nap 


sotetvin alt’ sit We aes Ok | 
att ot = hes aa eo gl 


1b. 
RECREATION, INFORMAL, EDUCATION AND GROUP WORF DIVISTON 


nor of the queries and comments directed to the Recreation Division by the 
other UCS divisions. 


he The Division has adequate staff service to do all that has to be done 
within the Division. 

Controlling the wrk load is a creat problem because of the difficulty 
in being selective of agency requests directed to the Mivision. Adequate 
selectivity, in itself, would require more staff assistance, but the result 
would be greater efficiency in the distribution of the work load within the 
Division. 

The pressure of the intake volume cancels any effort on behalf of core 
problems. 

There is work being done on policy by the Division with a view to its 
future activities in planning, i.e., less emphasis on the Survey recommenda- 
tions and more emphasis on a positive, productive policy in planning for the 


recreation, group work, and informal education services in Greater foston. 


S. Among the UCS Divisions "the coordination is cood, but it is achieved on 
the exeettive level, mainly."! wore regular meetings of the Division 
Chairmen would be helpful, although there would be the danger of such a croup 
taking over too much authority and responsibility. 
Of value to the improvement of Divisional coordination would be occasional 
joint Divistonal committee conferences (two or three Divisional Cormittees) with 
the President of cs. 

Conferences of the planning division executives would help to clarify 
mutual problems and the areas of each d'vision's responsibility. 


te op. ‘ait. 
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THE RESEARCH DIVISION Dorothy v. “yers 

| 1. steps have been taken to insure the "proper use of the Research facility 
in the UCS setup" in recent months.! The coordination of the Research 
Division and the planning divisions has been sketchy in the past. There 
were times when the Research Division was called upon as a whole to under- 
take a project while at other times the staff of the Research Division was 
eallied upon to assist amother Division in its own study program without 
reference to the Research Divisional Committee. . This inconsistent relation- 
ship between the divisions of UCS and the Research Division was disconcerting 
to the intended purposes of the Research Division. 
| In order to oanke greater coordination featapen the Research Division 
and the other UCS Divisions "it was agreed that more awareness of the role 
of research should be stimlated amng the various committees and groups of 
the divisions, par tiealariy with reference to studies and investizations 


undertaken or proposed by such groups."@ 


2. In the use of the Research Division made by some of the divisions of "cs 
there is a careful quarding of divisions! interests to the extent that certain 
projects and studies that mizht be undertaken by the Research ivision are 
not assigned to it. The esearch Division is more than just a fact finding 
.group, although it is able and willing to do fact finding for the other divi- 
sions of UCS. The primary purpose of the Yesearch Tivision is "to provide the 
factual basis for health and welfare planning by the collection of routine 
statistics and by making special studies. w3 

7 There seems to be a definite purpose behind the desire of the planning 

4 divisions to make their own studies. In some instances planning and studying 
are so closely interwoven that in the course of making the studies certain 


facts may come to light which do influence the disposition and solution of 


1. See Appendix A 
2. See Appendix A 
3. Dorothy W. Myers, Research ivision “rector 
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THE RESEARCH DIVISION 


the problem at hand. The study process itself is sometimes felt to be 

more important than the final report. 

(note: Objectivity is essential in all UCS operations especially in 
those which have study or fact finding as the core of operation,) 

3. Reports from the UCS divisions are received, read and filed. Comments 

resulting from the distribution of reports by the Research Division are 


received. 


he The division would be able - do more if it was advised of core problems 
as well as current pro>lens, aches core problems - “analysis of budget 
information." The current staff complement would be sufficient to absorb 
two core assignments each year as well as the regular assignnents from the 
divisions of 0S. : 


S. Regular meetings of the Division Chairmen would help to insure more 
complete coordination among the UCS Divisions. 
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SOCIAL SERVICES TO FAMILIES AND INDIVIDUALS DIVISTON Varian §. Rowe 


1. The Division is. actively related and coordinated with the other divisions 
of UCS. During the planning and execution of projects or the resolving of 
problems of inter-divisional concern the coordination of the Division with 


the other divisions becomes more intense. 


2. Generally, the use made of the Division by the other divisions reflects 
an understanding of the primary purpose of the Division. This statement 
must be qualified, though. 

‘There is some time spent by the Division staff, on oagcasion, "stumbling 
around” with secretaries and others in lesser JCS staff positions who have 


questions they believe the Division can answer. It becomes evident as the 


question is presented that the inquirer has little understanding of the 


functions of the Division and hag not been properly instructed by his 
superior. The result is considerable loss of time on the part of the Mvi- 
sion's staff. 


3. The minutes and reports of the other divisions are received, read, and 
kept on file. Occasionally, there are comments and questions directed to the 
other divisions as a result of the reading of their minutes and reports. 

This procedure in itself denotes divisional relationships which are both 
amiable and cooperative. Coordination becomes a reality when Division 


leaders can exchange ideas and consult each other readily and easily. 


he The Division should be doing more. The limitations on Divisional activities 
are directly related to the amount of staff service available to comittecs 
already organized and those committees which would be useful if they were 
created. 

Pressure problems are accepted, but they are controlled by the need for 


long-range planning. It has been the policy of the Mvision to include 
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SOCIAL SERVICES TO PAVILTES AND THNIVIDUALS DIVISTON 


long-range planning along with the deliberation and action on the Survey 


recommendations. 


5. More regular meetings of the Division Chairmen would be valuable in 
promoting more efficient intes-elationships among the Divisions. It would 
be helpful, on occasion, if the Division Directors were to meet with the 

There needs to be more emphasis placed on the responsibility of a Division 
to the other divisions: of uUCcSs when its ager directly affect the other divi- 
sions and their operations. Decisions or suggestions made uy one division 
which would affect the progran or activities of the other divisions should 


be discussed by the Direétors andfor ‘Chiat men weed divietone are involved. 
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APPENDIX B 


Excerpts from a letter to Yr. Laurence 9. Pratt, Chairman of the 
Public Relations Division, from “r. Thomas “ennessey. 


October 2h, 1951 


As you know, our own organization (ed., telephone company) 

is a large one. It is spread over five different states... 
The organisation is necessarily conplex and involves Plant, 
Traffic, Commercial, Fngineering, and Accounting Departments. 
Fach department, of course, has its specific responsibility. 
On the other hand, it would be most unfortunate if these 
individual departments lost sicht of the ultimate objective 
of the telephone business, which is to provide the best 
possible service at the lowest possible cost. 


One other activity we carry on which may have some applica<- 
tion to UCS is an interdepartmental public relations conrittee 
plan. escseeit brings together once a month the coordinating 
departmental representatives in each operating area to discuss 
the current public relations aspects of the operating job that 
is being carried on. At these meetings it is not unusual to 
have a plant man comment very freely on what he thinks of the 
accounting job that is being done and how it might be inmmroved 
from a public relations standpoint, nor is it umisual to have 
the accounting man make constructive suggestions to a traffic 
man on how the operating job might be improved. The plan 

dees bring these departments together at least once a month 

at which time they lose their departmental identity and be~ 
come concerned only with the customer and the way he is being 
served by all the departments combined. 
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